Staff developm ent for technology Is th e "Achi lles heel" of information technolog y integration. Too often school leaders presume that if the only get the right equipment, right software. right curriculum the program will fall into place. Educational Considera tions, Vol, 23. No, 2. Spring 1996 lum seg re<)3led inl o separal~ sl./ieclS. si andilrd il'od I!!SIS, Bnd leaochars bemg -a sa(l8 on 100 . t~· iX'<' ririg taocl$ "10 etr"IIltv vessels, On ttle otl>er 0000, ~ I-klrace Mam were 1O";$iI B IJlOd. ... n 1001(1)' or OOsplal, Ile I'l0011:1 f""llo&t among WOt"ke~ using CCO"J"p.Jt ... s. voice mail, E-mal and Fax machin&-s. tn shorI , toocation is "'" "plugged in" to 1Ile InlormaiOon Aoa.
Many ""MoIs a re,..,l partK:ipaling in the inlormaHon age iynl9, appt,;ng. and creatng i"1Ionnation; Inlormsloon it· emcy is viewed and measured ~ a tene 01 mul.ple inteligeores """ 9'OUP and i1r.IMduaI pertormanoe orieotation rattler lIlao I"'I""~ tests.
Busy ""hoof leaders oflen .'l .""Ch lor hefp In p~f'II'lI"O lor 1Il~ technology slaU deve4opmool ttlal ;S urllGotly needed to trao slofm schools 10 Ihe in fo rmation·age IU, olo\l model l eadefs must beg in Ihe p lann in g prece ss by (I) revieWIng ch a facte risti cs o f ellecl ivo slall deve lopment p'og rams , (21 determinillg stal! oovelopmenl 8 reas IhaT will rec.;ve the greatest l ocus, and (3) explore lhe diTf ..... enl stafl ""velopmo nt a udiences that wil be a(1dressed.
Twenty-Two Characteristics 01 Effect ive Stafl Development Programs
There is a body of existing li te rature wh ich desc rib es effective cilaraclerisl;;'s of stalf deoek>pmenl programs whiffi has proven to be er""ial in school impro,emenl elforlS. These characteristics fu rnish ·s napshots" of whal reseArchers And pracl'tioners have found Irom pas l research and "best practices· i n the general area of siall developm ent, eomputerass isted instn>ction, and resoarch related to usi ng eme rging tochnologies for instrllCtional purp<)Ws
I. Leadlirsllip Commitmem and Support
Com mitment a nd s'W"n from district (i.e., central oll;;,e and beard of education) and bu ilding adm i ni strators are prerequisites to effectove techrJOlogy staff development programs. These leaders exhibil initial"e, expMise , a nd concern lor OIhers.
ComprelleflS!ve, Continuous, and Evolutionary Programs
Techoology staff development programs are comprehensive in nature; that is, they deal ""th more than the operation of lec hoo logy 0< tec hn k:al ski Is. They include training about how 10 integrate techno logy in to teachong and l earn i ng ove r e<lended pe riods 01 time. There a re follow-up activities which monitor progress and boJi ld on initial training. The program is 0pe<1 a nd floxible to aliow new deveiopments in the emerg ing technologies as we lt as how to use these eme rging technoiogiE'S in technology-,nfuSed env.ronments (i. e .. access to many d~fere nl em~rgi"ll technologies) .
. Pres8f11ice and Insefllice Connection
The lechnology Iraining received in preservk:e and in service are well c"""""'ted am coordinated
Reslf1JCWte 0( Transformation Focus;"" Sclloollmprovemant Context
A comprehe nsi.e technol C>!.lY staff development prog ram locuses 011 restructu ring or t ransl ormi ng ed ucation thro ugh schoo improvement Pe.-sooal deveKlp.-nent is seen w,thin the co ntext 01 school itr()rovement.
Partnership Foundiltion
is a pa rtr>ership betwee n and among sch<x>Is, par~nt s, unNer· siti es. and ~usiness and industry.
Mult,pIe Parliclpanllncerrlives
PartICipants have incentives to partk:ipate in technology Iraoni ng s""h as release time, inse rvice days. pub~c ac kno-.1-edgement, stipends, college 0( district credits, awards, etc
Participant Involvement
PMi c~nts receiving tech nology training a re involved in the decision-making process which shapes and molds the staff development program . Meetings a re hekJ to deal \";IM teacher concerns and consensus bu ikJir>;J around the school improvement eflort.
AacognHion
Pa rttcipants receive recognition for their participation and achievements from a .a riety of sources: peers, supervisors .
parents. school board. and commun ity.
The Prir>Cipalas Le8mir>g Ler.oor
The pmcip.1 is key playe r in the tecMofo.;jy staff dc,elop· mont prog ram. The prirlCipal supports and adva"""" teemoio:;ly train ir>;J in a variety of ways: (a) rrK>CIels 0( uses techr>:>fogy in day·to·day management and learning actiVities, (b) promotes technOlogy as a key restructuring andior transform'ng 1001 , (c) recognizes and maximizes staH """ale>prflfJ"1 opportun ities for un locking the power 01 the eme(ging technolo-gies, a nd (d) partk:ipates in the stall development training activities.
Governing Documems
The techoology traini ng program is guided by" vision and set of core va lu es (i. e., miss ion statement and goal state · ments) which are embodied in a variety 0 1 belief and policy statements . Governing documents speak di rectly to leadernll ip, governance , budget consderatlons, program, and partk: ipant accountability. The iJO,e rning documents provde a legacy fO( a <:x>ntinv;:>us and ...-.nte rrupted, technology stan deoelopment program even during changes in adm inistrat"e leadership at the building and central offkoe level.
. Vislriel and BUilding Per$pf!CIlVe
The technology staft de.e lopme nt progra m pro motes a coordinated e ftort bet ween district and bu ild,ngs wh ,le demonstrat"'ll an understanding of te<;hnoIogy's growong role in a global society. The technology nee<Js of the diSlr>ct a re mel as wel l as th e uniq ue needs 01 teac he rs . pare n ts . an d administrators.
Adult Learning Principles and Protessionalism
Th e nature of the technolC>!.lY staff development program recog nizes and capita~zes Ofl t he learning styles 01 adults as well as needed training lor on-go ir>g skil devIHoprnent Of COIl' tinoous growth.
MandalOl)' VS. VoIunra'Y Involvement. F!8xib!8 Scl>eduling. and Options
Participation in schoo irnp rovement is mandatory lJut partiC ipation in all techrxllogy staff cleve loprnent activities is not mandatory . In other wo<ds, the techrxllogy stall development program provides much lIexibility to participants in term s of schedu ling a nd oploons. Wh il e there is fiexibility, participants need to (ecognlze thai professionali&rn dernands a high degree of corrm itmen1.
Use 01 Elfe<:~ve Trainers and PresenlefS
Tne technology train ing program utili zes expertise both outside and i ns ide the syste m. All trainers and presenters mode l effective use of th e emerging technologoos and have credi bility with participants. f
EtIe<;live Trailling Practices
The entire technology training program is based on eflec· live traini ng elements whk:h are linked to everyday practices. That is, the training is connected te what people do on a dal y bas,". Teachers must see a direct connection 10 the ir world. Pa rtlC(pa nts are exp-ected Ie practice new be haviors in their wor"rlaC<' ! . Training includes an expla nation 01 the theory , mUltiple demonstrations of proetoS&es and conlent 10 be mastered, and oppOrtunitie s to prac t~ with factual non-e,aluative feed· back and coaching FoI low.up traoni"9 is a hallmark of these tw ining cycles.
Conducive Leaming Envirooment
The training program is conducted in a positive le arn ",~ eno iron ment within and outsde the classroom (e.g " appropr;' ate seating , l':lhting , wall cOlor, space, etc.) .
Best Practices and R/J!8var>1 R/Jsearcf1
While the technology tran n9 program acknowledges and uses effective school research a nd teache r effects resea rch (traditional educational resea rCh). it relics hOJvily o n "best The,e a'e many components 01 a n el l&<:I"'e lechnology inftJood env"ooments (1.0 .. masslrtg 1hG use of 811l9frr ing tedmotog"'$ in one loca~on tor multiple usen).
Educational Considerations
(4) tbary a utomatIOn, (5) ILn:tion 0/ $<;hooks, too"""",, a rod stud ents. Ed COOlltion '" re<lefifoe<t w~h tt... ~ tedoJ\OlOgr&S For many teClm otooy visiona, ies, this iflitiat .. e is synonymous ",'h -any<l<l a learn ing anything, in Bny k1fm, anytime.
8"1'ptace." In efle<:;t",e t""hoology stall d .... 'IOpmef!1 p'Og,ams. !he l00J IAI1l1'1t~ ale a lways balanced Of ,ol&ted. ThaI is, 8ilch 01 tt... tou, intbatives are explored in sognoficant depth, Some schools will dea l w~h these "'~II'II"'es simu~aneously while othe< SCflools will concootrale on one i'liIilltive bGIole n'IO'4'o9 l othe next. 
Basic TecIb1oI<lgy SkiII$
It is imponan t 10 lemembe, that basic teChnOlOgy akil:t emb,aces a ll emerging t&el1nologies-not JUS1 compul" ...
BaS>:: tectoook>9Y sl<:ils Ifal" in<J can be orgal1lled Into ". dis· crete categories. The y il\d """' , ( I ) ceonPU le' Of>e'atioo end word pfOoess<ng , (2) em"'ging technologIeS, (3) OPl(led~T ronst ructioo , (4 ) data bas.e constructi"". (5) ne lWOfl<ing, and (6 ) "; sual-a udio oota p'ooes" ng (e.g .. lI'aphocs, >Moo, sou nd ). The fot km ong defl",tioos Pf",,1de a detailed e>pta.rI!llion 01 1) COOl{Jwer operation al'ld word pm;essinl/""""Ski lls r<HatM to turn ing oompuler on aoo off, prinling, rotJIi>e procedures 01 campul er nalligalion, elc. as w~1 as the art 01 ente ril>g l exl and manii>Ulating toxt·booed docOO1e nts , This compete ncy can be descr ibed in t erms of a users's abi ity to "cru nch words,' 2) emerging roclloologles-----skills (in addition to the compUl er) whic h in.olve t he operati on of in1eract ive videodisc player , modem, ~ideotape recorder, aookltape recorder, relevisio n, FAX, CD·ROM (compact disc read o n~ memory), sa t~l l te, LCD panel (liquid crystal display) . This cC<"rf'<lter<::y can be descrlled in te rms 01 a users's ab i ity to ' nav93te e-lectronica l~." 3) sprel!(!sl>eet constr<>;;lion----.;kl s related organization 01 nu mericat in/ormatoo into ledger-l ike <Hoc!roo;,; fo rms for ana lys is and ca lculat ion . This competency can be descri bed in terms of the use r's abi~!y !o "crunch numbers." 4) database construclior>-skills related to th e construc· tion of an aggregation 01 data t()(lether with a col e<;tion of operal ions that facili !a!es searching, sorting. arid re com~i n i ng ac ti v it ies This comp etency can be dilscribed in tenns of a users's abi lity to "c"",ch data,-5) netIVO<king---skl s r,"ated to commlri:;atoo with others on computer network, arid corm9Ction 01 teache rs to major data~ases inside aCid outside the sc hoot This campeter<::y can be described in terms 0/ a user's abi lity to -corr.-nunicate elec!rorica l~ over distar>ee and time: 6) visual-audio data processing-skills related to usin g sourld, video, graph ics. te,t etc, (i.e" Hype rCard'M. HyperStud>om . LinkWay Uve)~), This competency ca n be described ", terms 01 a user's ability!O ·cn.nch pO:-tures, sound and text. " As these p'()(lrams are offe red. tochoology leaders need !O remember that prOg ram participants may already h a~e those skiUs. Participan ts sho uld t>o olfe red tra ining in technoio gy basic ski lls onty n long as an ind ividual or program needs exist. All participants need to have a working knowledg;:J of the basic s~il s before 0000ffiir>g heavity ",oohied in the t9Chnology progra m initiatives wh ich represe nt the rooms fou nd in the techno k:>w stal! deoelopme nt program After sc hool leaders have exam ined c haracterist ics of e1foctiYe staH development and begu n identifying which program area(s) to loous on first, they should decide how much of the tec hnology stalf development prog ram shooid be dMk:ated 10 the ciassrcx.-r1 teacher as oppoood to olher audiences such as adm inistrators, school board, arid support staff, etc , Identilying the Audiences /or Staff Deve lopment An elfect ive techoolOgy stalf deYelopme n! prog ram has many different aud iences. In an ideal se nse . classroom teachers, administrators, board 01 education membe rs, sli)"titute teachers, support staft, and parents shouid be targeted for the tech nology st aff de~e l opment program. In practi ce , howe~er, teachers are usually the prima ry pa~k:ipants "' the lechno logy staff de~e l opmen t prog ram . Thi s "practical mirld ser of seeing teachers as the primary Ia rget is what most of uS brin g to !echno k:>w "taU deoelopme nt prog rams Typ ica ll y, we thi nk the teacher is the only pe rson that impacts Icam ing is classroom teachers. Howe~e r, we koow fr(}m personal ~xperi ence arid research literature that many C>!her indhiiduals (e.g .. acrn irlistra!Ors, cooks, janitors, pare nts, sibi ings) play key roles in student learnin g. It is all 0/ the Slakeholders in the sch oot distri ct or buiid ing that impact student lea rn ing ! Lef s take a look at some 0/ the koy play~rs that shoutd be conside red when building a techoology stalf deveklpmem program: Superinrel'ldcnt Most agree that the supefintendent is and shoutd be a key player in !ransfomlir>g education throogh the emerging tech· nok:>gies . Yet, most 0/ us hesitate 10 i rdude this indi viduo l in the technoi()(ly ~taff deYeIoj:me nt prog ram
The presenc~ and pallic ipatkl n of the superintende nt in tech n<:>ogy staff development activities sends a strong m~s sage !o all other stakel>:Jiders. Yet, effective superinlendents ha~e always attende6 staff deve lopme nt programs, This is especiatly twe l or !echnology staff de~e lopmen t programs sn::e the superintenden! is or shoutd be tho primary visionary 0/ the program .
&I>0oI Bo.lrd MemlJer Few technology staff deveklpmen! programs make formal prOllisions l or schoot board members unde< tho distr;:;!'s staff deve lopment umb retla. However. in most succes slu l technC>!ogy staff developmen! pr()(lrams, the school leade rs have included , updated, or com"""";cated with the board of education at critical junctures in th e prog ram, Staff deveklpment oppo~unitie" must be made available to board members to insure that they are prepared !o carry oot thei r responsibi lities as leaders in the schoot distriC!
BuikJir>g Lev&! AdministralN
The buiid ing principa l is a key player in school transformati on process . Wit hout doli)t. he or she is a key per""" in making change happe n at t he bu il d ing l eoel. Bu ! tik e the supe rintendent, J"r"\OSl of us wo u~ hesita!e to make sli)stant;"'e proviskl ns for this individ ual in the toc hn<>ogy staff develop · moo t prog ram . The fact remains that the presooce and leader· ship of the buil ding principa l is critical!o any staff deveiopm" nt program.
Pamn/s
Tradit ionall y, staff deve lopme nt prog rams have been des igned for One gro up 01 individuals-teachers. As k any teacher who has the most inlluer.oe 00 students as a learners aCid thot teacher,,; 11 tell you-paroolS. Parents are crtICial to the su pport f\ecessary for the ir ch il dren's understanding 01 technology-based lea rni ng, Fur!her, without effoct stBff devel· oprt><l nt for inlofmalion tec hnoklgy pa rents are li k"~ to retreat to the ed ucat ion t hey understand--one dri~~n by avai lable technologies when they attended schoot Support Siall Typic ally. support staff such as s~crct Jrles, bus drive,", custodians, cooks are th e last groop 01 poople we woo~ think o! as primary stakehC>!ders in the techoology staff development pfog ram . Yet. personal experience arid resea rch tell us that these are key !>"op\e in the success of an educational program, For example, how many stories hav~ yoo heard about the custodian who either "m ade Or broke" an jnooyative project by t he way th e chairs or room we re arra nged? For a second example, coosider who a comm unity memoor makes contact withi n th e district or school if lhey have a questi on aixlut what is going on in the schoo l. Do they go to the supenntoodoot.
priocipal. or teache rs, or do they cornmunk:ate with support slall? Our experi ences tell us that lhey oommunicale wit h support stan beca use oommunity members fee l more comfort with people who are like them , We be li eve support stan are key iridioduals in a tochnoi"llY staff dev<Hoptnent prog ram.
Library MeJia SpecWisl
The lib rary med ia spec ialist pl ays a primary rC>! e in the technology staff d"~e l op m ent prog ram . The med ia/l ibrary specialist's r<:>e, needs, and expertise slxluld be careloJly inle· grated into th e technol()(lY staff dev'""Pffie()! pr()(lram Educational Considerafions
